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ABSTRACT
There are five influences that affect organizational decision making. These
influences are the code of ethics, corporate values, personal values, peer values, and
leadership values.

All influences affect the decision making of employees, with

leaders

having an increased influence due to their position and image as a role model. The
strength of leadership influence may be difficult to offset, but an organization can
develop formal and informal controls that balance the effect of influences upon the
decision making process. When influences are balanced, employees consider both the
actions involved and outcome achieved by decision making. Efficient organizational
operations are achieved through consistent decision making of all employees, with all
decisions striving towards the same goals. Research was conducted within one

organization, CIGNA HealthCare, asking questions to determine what influences affect
the decision making process.
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The Brook's Song

I come from
I

haunts of coot and hern,

make a sudden sally,

And sparkle out among the fern,
To bicker down a valley.
By thirty hills I hurry down,
Or slip between the ridges,
By twenty thorps, a little town,
And half a hundred bridges.

Till last by Philip'sfarm IJIow
To

join the brimming river,

For men rnay come and men moy go,
But I go onforever.
Alfred Tennyson

Mallory and Brooks,
Our most important contribution in our lifetime is not what we gain, but what we give to
others. Your life journey will take turns and twists that cannot be predicted. Each one is
an adventure. Seek these adventures, seek experience, and seek yourself, Be proud of
your individuality and teach others.
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INTRODUCTION
Organizational decision making is affected by five influences: the code of ethics,
corporate values, personal values, peer values, and leadership values. Although isolating
these factors from one another becomes a difficult task, attention was directed with the

goal of discovering whether the code of ethics would demonstrate a significant influence

or lack of influence upon the decision making process. This study shows there is no clear
primary influence among decision making; what is evident is that the decision making
process reflects the variety

of influences and that these influences can be altered to

achieve different outcomes. It is also evident from the research conducted in this report
that leaders can inJluence the decision making of employees in varying degrees. Efficient
operations are dependent upon all employees' decision making, which should remain
consistent to the organization's goals and objectives. Influences upon the employee must
be acknowledged and addressed by directors of the organization.

Other research studies have shown that influences on decision making can be
directed by the organization to maximize specific goals through the use of formal and

informal controls. Formal controls are clear, concise statements that describe the
organization's values, goals, and strategic direction. These controls are designed and
implemented for the code of ethics and corporate values. Informal controls address
processes that streamline corporate values and objectives to direct the employees to think
and act in a desired manner. These controls are designed and implemented for personal,
Peer, and leadership values. Formal and informal controls are needed to include each

employee as an active participant responsible for their decision making process.

I

Combining formal and informal controls should provide a balance allowing the
person to consider both the actions involved and outcomes achieved as a result

of

decision making. The term "action" refers to different decisions that could be considered
and steps taken when considering alternative decisions. o'Outcome" refers to the end

result, the decision and its implications as a result of the process. The decision making
process should include both the actions and the outcomes as the real effect upon current
and future operations.

An ethical decision making process, ffi described by common ethical theories, is
one in which the full effect of the decision is studied as a result of the process,
considering both the actions involved and outcome achieved. Actions involved for the
process are identified and explored. The result of the decision, or the outcome, becomes
a

critical aspect of the decision making direction. 'oWhat if'questions must be asked to

account for an actual outcome that does not mirror the intended outcome. The more

critical the problem or issue, the greater the need to spend the necessary time exploring
the implications of the actions and outcome$.

This study shows that organizations can provide a decision making model for
employees, which considers all influences and emphasizes the leader's role as an
influence upon decision making. Efficient operations require consistent decision making

by all employees and should not be overshadowed by the values of leaders. The actions

of leaders send strong messages to the employees that are more important than the stated
policies of the organization. Leaders in this setting refers to employees identified as
having power and authority over others and involves all levels withinthe organization's
hierarchy, such as team leaders, supervisors, rnanagers, and directors. Compliance to the

I

organization's goals will be increased when employees that lead others recognize the
influence they exert upon other employees through their communications, actions, and

interaction within the organization.
This study further describes why business organizations need to identiff
influences and develop controls to create a balance within the decision making process.
When decision making influences are not halanced, decision making

will focus on either

the actions involved or outcomes achieved. Too much focus on one perspective may
result in ineffective decisions or unethical practices, leading to inefficient operations.
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REYIEW OF LITERATURE
Formal and informal controls are designed and implemented by organizations to
address the

five influences affecting organizational decision making. Formal controls

include written policies and procedures that are communicated to the employees using an
established channel. These controls are intended to provide employees with an outline

of

appropriate professional behavior and promote responsibility for personal actions.

Informal controls involve the actions, interactions, and other cofitmunications that take
place within the organization. Informal controls are designed to guide processes rather

than speciff the rules. If decision making influences remain unchecked, or free from
controls, the influences

will negatively affect the decision making process. The decision

may reflect the greatest influence rather than the best decision for the circumstances,

Oryarizations can provide strong resources and clear objectives to employees so their
decision making is consistent to the organization's goals, which promotes efficient
operations.

DECISION FTAKING
Decision making is a requirement of all employees from the start of the business
day to the end of the business cycle and may involve one or many employees. Employees

make a decision based upon the situatiorl circumstances, and influences present at that

time. Every employee participates in decision making, as all positions involve some
level of responsibility by the employee to the organization. Independent decision
making, which is not directly affected by influences will result in a decision that is in the
best interest of the whole organization.

1t

tngrhurg fi*iiege Lihrary

The decision making process includes actions taken during the process and the
outcome achieved as a result of the process. Actions include the influences that affected
the employee's decision, which may include a concentration on personal gain or
organizational objectives (Weber, 1996). If the decision was primarily inlluenced by
personal gar& the outcome may he shortsighted since the decision is not reflective of the

organization's true strategy. Optimization of organizational strategy requires employees
to think about the future while making decisions that affect current actions and outcomes.
Consistent organizational decision making requires each employee to strive for
the same goals to produce goods or services that are cost effective and valuable to the

consumer. Decision making must be decentralized by assigning different levels

of

responsibility to different levels of employees. The internal organizational structure
determines each employee's level of responsibility and the level of complexity required

for decision making. Employees that hold a greater level of responsibility, such

as the

leaders, make complex decisions. The complex decisions are those that determine future

direction of the organization and how to achieve the goals set as part of the vision (Quirur
et af 1997).
Organizational decision making may reflect some or all components of the five

influences. The effect of these inJluences is dependent upon the situational factors
involved with the process and the individual's understanding of corporate expectations,
which can be communicated formally through written releases and informally through
leadership action (Larimer, 1997). Any gaps between formal and informal
communications of corporate expectations will create inefficiency since some influences

will

have a greater impact on organizational decision making. Isolating one inJluence for

t2

study limits the understanding of the decision making process, while acknowledging

multiple influences provides a clearer understanding of the decision making process, but
can dilute the effect of any one influence. Different types of controls can be used to
balance the influences upon the decision making process.

FORMAL CONTROLS
Formal controls are consciously and purposely designed by someone in order to
control the organizational behavior or decision making of others (Cassell et al., 1997).
Formal controls within organizations are developed for several reasons. These reasons

include orgarrizational efficiency, providing a framework for organizational decision
making, and setting the standard for legal compliance (Steveffi, 1994). Formal controls
provide a framework for decision making that can limit the extent of influences upon the
employee so the decision meets the goals shared by the organization and the leaders.

Formal controtrs allow the organization to communicate to all employees, regardless

of

physical locatiorl in a consistent rnanner.
cop.E_s oF ETHrcs
The code of ethics is both an influence upon the decision making process and a

formal control used by an organization. The code of ethics influences decision making
by outlining appropriate employee conduct and acceptable business practices

(Harringtoru 1996; Finegan and Theriault, 1997). The code provides limited specific
examples to set a general professional climate in which decision making should occur.

External pressures require organizations to specifu their guidelines for employees to

follow under the business's ethics policy in relationship to legal standards (Chen et al.,
1997). According to 1992 statistics, 83-93 percent ofUnited States firms nowhave a
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code of ethics (Berenbeim, 1992). This statistic indicates the value placed on the code

of

ethics as a formal control for decision making.
The code of ethics acts as an influence upon the decision making process since it is
a

reflection of those shaping the code, the leaders, and their values or direction at the time

of development (Cassell et al., 1997). The code of ethics is a public statement to the
employees from the leaders reflecting their values supporting the organization's operating

principles and vision. Codes are designed to influence decision making by stating the

If

organization's ethical values (Stevens,1994).

an organization values honesty and

integrrty, or profitability and success, the code of ethics will highlight these different value
sets. Regardless of the values associated with the organizatioq the code of ethics will

follow general rules and principles generally accepted as appropriate. By looking at the
design and intent behind the code of ethics,

it is clear how the code influences decision

making.
The design of ethical codes is more complex than a series of statements; it must

provide a qualitative base tlrough clarity, comprehensiveness, and enforceability
(Raiborn and Payne, 1990). Codes of ethics combine general and directive statements to
balance the need for specific clarifications yet allow
1996; Molander, 1987). Too much structrue

flexibility in application (Harrington,

inthe code of ethics guides employees to

follow only the written rules but will be ineffective when addressing the unwritten
situational factors that fall outside the rules. Organizational decision making is fluid,
since situations, questions, and problems resurface in different forms over time

demanding the code be broad enough to address current and future decisions. Codes

of

ethics clarift responsibility, directing decision makers to accept the responsibility of their
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actions (Fimbel and Bursteur, 1990). Codes should clearly tell the employee oftheir own

responsibility with decision making.
Organizations must institutionahze ethics through the formal controls offered by
the code of ethics (Cassell et a1., 1997). Codes of ethics become formal controls as part

of the organszation's implementation and policy describing how the code of ethics is
used. Implementation must be planned and thorough creating greater employee
awareness and acknowledging its presence. The organization must corfiinue to treat the

code as a formal control through reminders to employees, addressing employee reception
and adherence to the code. When an organization uses the code as a formal control, the
code

will clarit/ the organization's expectations

and define the consequences for failing

to meet the standard (hlawan, 1997). This formal approach is a safeguard to the
organization by clariff ing employee responsibility.

As a formal control, codes of ethics require the employee to form an active
partnership with the organization. Individuals are free to choose options and make
decisions since the final decision is that of the employee, regardless of the influences and

controls. The corporate code of ethics acts as an intermediary to the decision making
process by holding individuals accountable for their decision making and the decision

making of their counterparts. If an employee is aware of violations to the ethics code by
another employee, they are responsible to communicate these violations. Other formal

controls should be added to the organization's decision making structure in response to
other influences.
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ORGANIZA

NAL VALUES

Organizational values are corlmunicated through written policies that act as
influences describing the organization's operational values. Organizational values are

identified and written by leaders within the organization. Leaders determine and describe
the values and how to achieve these values through corporate policies. If the
organization believes satisfying a customer base is important, policies will be developed

that emphasize this value. Organizational procedures are contained within policies and
act as controls by describing the steps necessary to meet the objectives of a policy. These
controls are developed in connection with the organization's business objectives and

direction (Trevino, 1990). Within a decentralized organizatioq procedures are needed to
ensure consistent application in decision making throughout various office locations.

Organizational values are communicated directly to each employee through job
objectives, which describe the employee's role within the organization. Job objectives
are a series of statements that outline the employee's position, responsibilities, and

contributions expected to enhance the operating abilities of the organization. If an
organization values an aggressive personality, the employee job objectives may be

written to highligtrt this value. If the organization values employee satisfactioq the
employee job objectives may be written to highlight this value. Organizational values are

communicated using specific steps with the expectation that all employees, including
leaders, adhere to the policy.

Formal controls are introduced early on in the potential employee/employer

relationship. Prior

to becoming an employee of the organization, procedures

are

developed which outline the hiring practices used by the organization. This screening
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process allows the organization to review written and verbal material that represents the

applicant's value system and acts as a gatekeeper. This allows the organization to review
the information, make background checks and decide whether this person would fit with

the organization's values. Though this control assists an organization to align
potential employee with the organization's value structure,

it

the

cannot predict the

evolutionary nature of this relationship.

INFORMAL CONTRO LS

Informal controls address interpersonal processes that operate within all
organizations. Informal controls are not easily defined and need to be located within the
interpersonal processes that operate within the organization (Trundle, 1989; Nash 1990).

Informal controls guide three influences, personal values, peer values, and leadership
values. These influences are more difficult to control as leadership and peer values are
important to an employee's status within the organization. Informal controls can be used

to

promote consistency between the value systems allowing the decision making

processes to work together towards a coillmon goal.

PERSgNAL VALUES
Personal values are developed over time as the result

of the individual's

experiences, education, and environment (Garrett and Klonoski, 1986). These values are

the influences, which distinguish a person's decision making process from others.
Employees within an organization demonstrate their values through their preference or
concern upon the actions involved or outcomes achieved as a result of decision making.
General ethical theories explain the preference tendencies of individuals and help develop

informal controls that can be used by employees. As organizations grow larger, the need
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to develop informal controls addressing the variations in personal values becomes more
important.
Personal values are a multi-faceted influence since the individual is an agent, a
spectator, adviser, instructor, judge, and critic (Frankena 1963). In this wrry, ethics
sa

responsibility for all employees as each employee plays many roles as part

of

the organizational decision making prooess. There are two main theories, deontological
and utilitarianism, which are part of organizational decision making. Each theory

provides a logical basis and neither theory can be dispelled through studies and

discussions. Both theories should be considered together to provide an optimal review

of

the decision making process in relation to actions involved and outcomes achieved as a

result of the process.
Deontological theories focus their attention on the act or actions involved as part
of the decision making process. The actions incurred during the decision making activity
become the features ofethical analysis (Frankena, 1963). Actions should only be

undertaken if the action can be replicated by others as a universal law (Franken4 1963).

In this perspective decision making should focus on the action rather than the outcome
achieved. Deontological influences do not direct attention to the outcome of the actions
taken.

Utilitarian theories look beyond the act and focus on the outcome of the process.
The greatest arnount of good for the greatest number of people is the focus of the

utilitarian decision making process (Frankena, 1963). To achieve this direction, there
may be an element of harm that affects others. If this element of harm is overshadowed

by a greater amount of good for more people, utilitarianism considers this an ethical
"-l
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undertaking. If members of society may be harmed by organizational decision making,
yet more members of society benefit from the decision making, the process is considered

ethical. The two main ethical theories describing personal values demonstrate the
emphasis between actions taken and outcome achieved.

As an informal control, organizations attempt to align their value system with the
employee's initially through the hiring process. Organizations select employee's based
upon their perceived contributions. Candidates for the organizationmay approach the

hiring process with the simple goal of landing a job. These potential employees may not
divulge some oftheir deeper personal beliefs in an effort to gain employment. Employee
decision making may be motivated by personal values such as self-promotion or political
causes that are inconsistent

with organizational direction.

Informal controls are again needed to reinforce changes between the organization
and employee. Value systems between the organization and individual that were aligned

initially may drift apart over time, since they are subjective in nature and evolve,
a maturation process (Rokeach, 1973).

A diffrculty with this control involves

as part

leaders

of

within

the organization. Leaders may influence employees to separate their personal values while
at work emphasizing the values the leader sees as important to their status within the

organization.

Ifthe stated organizational values used as part ofthe hiring

process are

reinforced rather than the leaders values, the organization has implemented an informal
control for personal values.
Informal controls ale needed to identi& personal values that deviate from
organization values and reinforce values that are similar to the organizations. Recognizing
employee accomplishments and successes leads to reinforcement ofappropriate values.

t9

Using this method, the organization tells other employees this person acted in line with the
organization's goals and objectives. Employees see this as a positive method and

will

strive to achieve recognition. In this way approved personal values can further act as an
influence and conhol with peer values.

PEER VALUES
Peer values are combinations of personal values within an organization that form

cultures of shared value systems. These value systems are characteristics ofthe members
and displayed through personality, behavior, and decision making style. This culture

reflects a combination of individual, organizational, and peer attributes (Trevino, 1990).
The nature of these cultures may be aligned or contradict organizational principles. Peer
groups made up of leaders present a strong challenge to an organization as other
employees will be influenced by the perceived power of this group. Informal controls are
needed to align the cultures to the overall organizational culture.

The corporate culture is a collection of norms and hehaviors identified by the
members of the group as socially acceptable. The corporate cultr-ue influences the

decision making of employees, since corporate organizations are social organizations as

well as business entities. Cassell et a1., suflrmarizes the influence of culture as "the
informal transrnission of particular constellations of values, beliefs, attitudes and
expectations." (Cassell et a1.,1997) This transmission is not just exercised horizontally
between hierarchical peers, it can also occur vertically between hierarchical
superordinates and subordinates. (Cassell et al., 1997).
The maze of influence created by the corporate culture is significant. On a daily
hasis the culture is made up of individuals

within a department, individuals that meet for
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luncfu leadership teams, and project teams. One person may be a member of eash group
and display different behavioral characteristics attributed to the cultures of the various

groups. These cultures may be similar or they may be very different in their support

of

organizational principles and objectives. The person may support organizational
objectives in their role with the leadership team; yet may be unsupportive of the

organization's objectives with their lunch group. Trevino states "the culture provides the
cues that guide individual behavior" (Trevino, 1990). These cues are the social

interastions, which reflect the unique characteristics of the combined employee members.
When large organizations are decentralized with offices in various geographic
locations, there is a greater chance the local culture may differ from the intended
corporate culture. The existence of many cultures within the organization brings a
greater chance that decision making will be inconsistent with the corporate vision and
business objectives. In some cases this is beneficial, as the local culfure is able to address

local situations and decisions using the accepted cultural influence. In other cases this
may be harmful as the local culture may reflect a pattern of decision making that is
divergent from the corporate direction. Decision making may produce results that benefit
the local organization but not the whole organization.

New employees that join an organization demonstrate the gap between the
employee's perception of the culture and the actual culture. When a new employee
begins working at an organization, they act, dress, and speak in the fitanner, which they
believe is expected of them. Over time, the employee will reflect changes that are

indicative of the organization's culture. Ifthe cultures accepted dress code is casual, the
employee will alter their dress to fit in better with the culture.
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If

slang and jargon are

acceptable methods of speaking, the employee

will begin to use the organization's

slang

or jargon in their speech.

Organizations can influence the culture by approaching the informal control as an

anthropological study. Trevino explores these influences through a discussion ofnorms,
heroes, rituals, myths, and language (Trevino, 1990). These are the controls within the

organization that can be guided to influence the culture to positively impact the

organization. Corporate images can be drawn and expanded through carefully worded
communications and reward mechanisms. Using corporate images as an inforrral

control can provide the organization with intangible benefits if the images are
representative of past or present leaders. This image can be conjured up using the

founding father of the organization. In this instance, the image expands upon the
founding employee as a profound business strategist in their quest to be successful and
promoting an image of strength and unity to employees. These images are different than
leadership values since they are created to control peer influences and not to control
leadership influences.

LEAD

P

VALUES

Good leadership is essential for an organization's financial health and stability.

Good leaders need to be visionaries and diligent communicators through today's decision
making that addresses future challenges and sharing this information with all other
decision-makers in the organization. Along with holding much of the organization's
decision making responsibility, leaders influence the decision making of other

employees. The organization's structure must clearly assign responsibility to specific
leaders and keep all employess informed when changes occur. Informal controls are
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needed to offset the strength of the leadership influence allowing employees to consider

all influences during decision making.
Leadership values are evident directly ttrough their decision making and

indirectly through the decision making of other enrployees. Leaders estabtish the code of
ethics and direct organizational values. Leaders influence personal values by prornoting
other employees that share their own values. Leaders influence peer values by

identiffing the corporate image or cultue. Leadership values further influence
organizational decision making through the leaders actions, interactions, and

communications. In this way a leader influences organizational decision nraking by
acting as a role model to other employees. Research conducted as part of the CIGNA
HealthCare 1999 study reinforces the strength of leadership values upon individuals

within the organizational decision making process.
Leaders are seen as role models by employees that believe the actions,

interactions, and informal comrnunications reflect the leaders intrinsic values, influencing
enrployees to mirror their example.

will

see

If leadership actions are r.urethical, the employees

this as a sign that unethical behavior is approved if used within certain

circumstances defined by the leaders. Employees

will demonstrate confusion in their

decision making since unethical behavior seerns to be accepted by leaders. Employees

will study these actions and attempt to replicate them as a gesture of support to the
organization's leaders.

hformal controls can emphasize the relationship between leadership
responsibility and the decision making of employees. Informal controls include ethical
leadership through role modeling, which acknowledges one's own actions and
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communications. Leadership interface with employees is an important link in clariffing
the organization's vision. Burns sees interactive leadership in two forms, transactional
and transformational. These distinctions look beyond the outcofire of decision making to

study the relationship or involvement of the leader to the group. Transactional leadership
strives for the leader and the followers to reach their goals, with goal attainment the
measure of success. Transformational leadership extends the relationship between the
leader and the group by looking at the opportunity to develop the group into leaders

the leader acting as a moral agent.

(ciuullq

with

1995; Burns, 1978.)

Ethical leaders may be either transactional or transformational. Transactional
ethical leaders will establish ethical goals for achievement. These goals are set
recognizing and balancing the influences upon decision making. Transformational
ethical leaders will establish ethical goals for achievement and include the moral
development of employees along the way. Decision making is directed to goals that

reflect the leader's ethical values and the leader interacts with the employees so they
become active partners in goal setting and description. The difference between the

leadership styles is with the leader's interaction with the employees. When leaders
interact with employees, coilImunication increases resulting in shared goals by which
decisions are made.
Leaders must be able to communicate to all employees in a way that reaches this

broad and diverse audience. To achieve efficiency with organizational decision making,
employees must be directed towards the same goals and vision, which must be diligently
articulated by the leaders. Vision and mission statements are at the center

of

orgaruzational communications. From these broad communications stem principles,
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values, objectives, and controls. As the chain of communications grows outward
consistency with communications promotes consistency with decision making thrroughout
the organization. Communications written or verbal that are inconsistent provide mixed
messages to the employees, which affect their decision

making. Actions that are

inconsistent with communications result in interpretations by employees that differ from
the intended message. When communications are unclear and meaning is left open to
interpretation, the greater the chance for employees to misirrterpret the leader's intended
organizational values (Finegan and Theriault, 1997).

Organizational leaders know that set controls do not guide all decisions. The
leader must be responsible for their actions, what they do and how they do

it.

The leader

must be involved with the organization, understand the factors that affect the cuhure and
remain connected to employees of the organization. The leader must evaluate their

informal communications to see that they are consistent with their formal written
communications. Leaders of the organization have a responsibility to their employees to
provide a clear direction and lead by example. Ethical leaders act as informal controls
through their actions, interactions, and cortmunications and promote a stronger unity
between such influences as the code of ethics, organizational values, personal values,
peer values, and Ieadership values.
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THE RESEARCH PROBLEM
Decision making requires individual responsibility. When presented with a
question of which direction to pursue or how to respond to an issue, a decision is made.
The decision becomes the property of the owner, who is responsihle for the decision and
the impact of that decision. The decision making process is a result of the influences that
were exerted upon the individual and the influences which have the most significant

effect on the person.
Organizational decision making becomes a complex mixture of influences upon
the employee. These influences include the code of ethics, organtmtional values,
personal values, peer values, and leadership values. When formal and informal controls
balance the influences, decision making reflects consideration for both the actions

involved and the outcome achieved. When influences are unbalanced, decision making
reflects a greater consideration for either the actions involved or the outcorne, which can
result in poor decisions affecting an orgnniz.ation's effrciency and operations.
Leadership within an organization takes on a very important and public role for
the employees. Leaders are responsible for critical decisions that directly affect the
ongoing operations of the organization. The results of a leader's decision making are

viewed by other employees as a model to follow in their own decision making. Ethical
leaders recognize the effect of their influence and strive to balance this influence as a

model for other employees.

STA

OF THE

OBLE[,I

Organizational decision making is afifected by five influences: the code of ethics,
corporate values, personal values, peer values, and leadership values. Attention should
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be focused on the decision making process to

identiff how those influences affect

employees at the time of decision making and what controls are needed to balances these
influences for the actions taken and outcomes achieved.
THE,

-RESEARCH OUEqTION
This study looked at one organization, CIGNA HealthCare, to see what influences

the decision making process of supervisory level employees. Many questions were asked

to gain a better perspective of influences on organtzational decision making. Do
organizational policies or the code of ethics influence the decision making process? How
do leaders affect the decision making process? Do leaders influence employee decisions
through their actions and communications, or by assisting employees through a
supportive position? What is the primary influence on this process? By studying these
questions, formal and informal controls can be developed that address the answers.

THE SIG

CANCB OF

B STUI}Y

Different types of controls are needed to offset various influences. Organizations
favor formal controls since they are explicit and defined yet some employees rely on
different types of controls seeing these as more significant to their status. Organizations
must promote efficiency to remain competitive and the development of formal controls
seerns to provide a stronger basis

for consistent decision making. As organizations create

more rules through formal controls, situational flexibility is replaced with the belief that

all situations are identical. Leaders are trusted to make decisions that are in the best
interest of the organization. If an organization promotes excessive dependence on formal
controls or rules, these leaders will become frustrated with the inflexibility of the controls
and make decisions outside of the rules. This action is intended to be in the best interest
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of the organization, but demonstrates to other employees that the rules can be broken.
Leaders in their role model status actually promote a model that bends or breaks rules
depending upon their need.

lnformal controls are developed to address influences, which cannot be obviously
stated. These controls can take on a greater degree of importance in respect to leadership
since controlling the actions, interactions, and communications of the leaders is critical to

consistent decision making processes thnoughout the organization. Combining formal
and informal controls recognizes the significance of all influences upon decision making
and promoting a balance between the actions taken and outcorrc achieved as a result

of

the process. To create this balance of controls further knowledge of what influences

enployees during the decision making process should be studied to determine effective
and ineffective controls.

ASSUMPTIONS

LIMITATIONS

The responses received are assumed to be honest and fair interpretations by the
surveyed population. Since the research was conducted within one organization, the
responses

will

be used to draw generalizations as much as possible to larger and diverse

populations. The moral reasoning of the respondents is assumed to be that of mature

adults. The reasoning is influenced by factors in the decision making process, which is
unique to all individuals. The assumption is made that urethical decisions are made in

this and other organizations.
Certain limitations of the research are present in regard to the surveyed

population Individuals may have interpreted the questions differently and responded
based upon their understanding. Responses to the questions may have produced different
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results if the researcher had interviewed the subjects. This limitation does not invalidate
the research. It is understood to be a limitation, yet certain generalizations can be drawn
under appropriate circumstances.
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METHODOLOGY
Organizational decision making is influenced by several factors. Although

isolating the factors from each other becomes a difficult task, attention was directed
toward looking at the influences, to see if any one influence was significant in its impact
upon decision making. Research was conducted with the goal of discovering whether the
code of ethics would demonstrate a significant influence or lack of influence uponthe
decision making process. Since the research did not support the code of ethics as a

primary influence upon decision making, attention was redirected to determine if the
other influences were significant to the organizational decision making process.

DESIGN
This is a qualitative study designed to answer research questions for determining
influencss upon the organizational decision making process. A survey was developed to
study the research question (Appendix

A).

The study variable is the influences upon

individuals and their decision making process. Factors that may affect this study are age,
gender, education, organizational level of decision making, and longevity of employment

with CIGNA HealthCare. In order to isolate these possible factors, the researcher
obtained demographic information from the participants (Appendix A).

SETTING
The study was conducted within one organization, CIGNA HealthCare. CIGNA
HealthCare is the third largest health insurance organization in the United States.

CIGNA HealthCare is a subsidiary of Connecticut General Life Insurance. The health
care operations are centered in the corporate office located in Bloomfield, Connecticut.

The claim processing organizations are decentralized across fifteen service centers. The
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claim service centers range in size from fewer than 100 employees to a more than 700
employees. Research participants from four service centers were randomly chosen.

S{MPLE
The survey population was chosen based upon grade level as defined by CIGNA

HealthCare. Minimum grade level for participation was 45. Grade 45 and above
signifies supervisory to managerial decision making responsibility. Thirty employees
were chosen based upon grade level and office location The sample population
contained 80 percent females and 20 percent males. Nineteen employees responded to
the survey for a 63 percent response rate. The survey was conducted in May and June

of

t999.

HUMAN SUBJECTS PRPTECTION
A consent letter was used as part of the survey distribution process. The consent
letter presented the potential respondent with disclosure information, since the researcher
is also an employee of CIGNA HealthCare. The consent letter provided the participant

with an overview of the study and the risks associated with their participation (Appendix

B). Return of the completed

survey was evidence of the participant's review and consent

to participate in the research process. Approval for the survey process was received by
the Augsburg Institutional Review Board. Once the data was collected, the researcher
was the only individual with access to the completed surveys, which were stored in a

locked file. Any information that had the potential to identit/ the individual was
eliminated.
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LIMIT ATIONS IN THE MB THODOLOGY
This study was designed to encourage participants to be honest in their answers
wtrile feeling confident the information shared would be used as research in the pursuit

of

knowledge. The design of the research study and use of a survey may result in missing or
inaccurate responses. Due to survey topics, ethics and organizational decision making,
some respondents may not have been candid with their responses. The study was

structured with the question of the code of ethics as an influence upon organizational
decision making. The study was limited to employees currently in supervisory or
managerial positions. These limitations may result in data analysis that is preliminary in

nature. Further study of the research question could involve other organizations, a larger
cross section of the enrployee population, and a survey designed to focus attention on

other influences.
The researcher believes even with these limitations, the study provides a

meaningful analysis ofthe relationship between organizational decision making and the
influences upon the decision making process. This information

will benefit

organizational leaders as well as employees of other organizations. Leaders within all
organizations need to be aware of the influences upon employee decision making.

DATA ANALYS

PROCEDURES

Analysis of the data was completed usrng a spreadsheet for assistance. Responses
to the survey questions were converted into a numerical format. Then, numerical
conversions were studied, rather than the actual surveys. Common themes and pattefi$
were identified as part of the review process. A narrative overview along with the
researcher's conclusion provides insight into the research questions and responses.
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PRESENTATION AND INTERPRETATION OF I}ATA
The survey contained a total of seventeen questions and is broken down into two

parts. Part one includes twelve questions relating to influences upon organizational
decision making and is divided into the following four sections: Section one contains six
questions that ask the respondent about their understanding and use of the corporate code

of ethics; section two is a single question asking the respondent to c,onsider their strategic
organizational decision making direction; section tluee includes three questions that ask
the respondent to rate the level of emphasis on ethics within their department, office, flrrd

CIGNA HealthCare's national operations; section four contains two questions that ask
the respondent to rank the five influences upon their decision making and an
acknowledgement question about their response. Part two ofthe survey includes five
questions, which capture demographic information. Responses are summarized in tables
contained within Appendix A, the survey.

SURVEY

NSES

This research was conducted with the theory that organizational decision making
is subject to five influences. Each employee is affected differently by the influences
present at the time of decision making. Data collected as part of the research questioned

which influences are significant at the time of decision making. Analysis of each survey
section provides details of the responses.

Section 0n,e
The results state a strong acknowledgement, rxrderstanding, and use of the
corporate code of ethics by the population. Results are based upon the response rate
nineteen,

n:19. All

of

respondents, 100 percent, indicated they were familiar with CIGNA

an

JJ

HealthCare's Business Ethics and Practices policy. All respondents, 100 percent, state
they had read the policy. Only one respondent indicated they had completed a detailed

review of the policy from beginning to end. Most respondents,94.7 percent, had looked
over the policy and were familiar with all aspects. The majority of this group, 61.1
percent, had read portions of the policy while 38.9 percent had skimmed the policy.
When asked about their understanding of the policy, 78.9 percent understood
some of the policy and could use

it as a reference in a discussion. A smaller percent&ge,

15.8 percent understoodthe policy completely, while one respondent, 5.3 percent did not
understand the policy well. When asked

if they had used the policy

as part

of their

decision making process, 68.4 percent indicated they had used the policy. When this
group was asked if they found it useful, 69.2 percent indicated it had been useful in a
decision making situation.

Section Two
The respondents see their strategic decision making direction as a balance
between action and outcome. Most respondents, 52.6 percent, state their strategic
decision making direction balances the greatest amount of good for all areas involved.
The remaining respondents were split with 26.3 percent viewing their strategic decision

making direction as the greatest amount of good but at the expense of other areas or
departments. A smaller amount , 21.1 percent state strategic direction shifted too often to
determine their decision making style.
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Section Thre-e
This section asked the participant to determine if ethics in the decision making
process is discussed or encouraged within CIGNA HealthCare using three nearly

identical questions with three different focus points, department level, office level, and
organizational level. The distinction between these levels is classified by responsibility

level ofthe leaders. Department level leaders includes respondents to the sunrey. Offrce
level leaders include leaders of the respondent's while national leaders are the directors
of the health care operations. \Mithin the respondent's primary area of decision making,
their department, there is very little discussionof ethics for 63.2 percent (Chafi l).
Chart f - flGt{A HealthGare 1999 $urvey

Ilepartnent Level - Etlrics discusdon as part of decidon
making.
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I
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Within the office, the discussion of ethics in the decision making process is split with
47.4 percent stating vsry little and 52.6 percent stating often (Chart 2).
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Chart 2 - CIGHA HealthCare tg99 SurveyTitle
Office level - Ethics discussion aa part of decision making.
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I

littts

Often
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53o/o

Within CIGNA HeahhCare's National Service Organizatioq which includes the
customer service claim centers and related support areas, the responses were again split.
The results of this question matched the previous question with 47.4 percent stating very

little and 52.6 percent stating often (Chart 3).
Chart 3 - CIGHA HealthGare 19gg SurueyTitle
National Level - Ethics discussion as part of decision making.

IVry little
Iffien
47o/o

53Yo
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Section Four
The final section of the survey asked respondents to determine what influences

their own decision making process within the organization. The choices included
personal values, pser values, organizational values, leadership values, and the code

of

ethics. Respondents were asked to rank these influences according to their use in

resolving a business dilemma or with organizational decision making. The ranking was
done on a scale frorn one to five with one being the most
least

ffiuential and five being

influential. No degree of importance was assigned to the influences

the

as respondents

were simply asked to rank the influences in order of their importance.
The influences on decision making within the sunreyed population demonstrated
no clear trend where one influence was noted to primarily influence the majority of the
respondents. The secondary level of influence is split between leadership values and peer

values. The third level of influence is qplit between leadership values and personal
values. The fourth level of influence is split between organizational values and code

of

ethics and the fifth or least influential level is split between personal values and code

of

ethics.

DEMOGRAPHIC I}ETAILS
Nineteen employees responded to the survey. One respondent did not complete
the dernographic detail section The sample size totaled eighteen with 77.8 percent

female and22.2 percent male. Response rate of participants reflects the gender
breakdown of the survey distribution with 80.0 percent female and 20.0 percent rmale

(Table 1).
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CIGNA HealthCare defines employment positions by grade level. In this study,
the population consists of managers and supervisors. The grade levels of the respondents

reflect an absolute difference of nine grades, grade 45 through grade 54. These nine
grade levels are clustered around positions defined as supervisors and managers. CIGNA

HealthCare's Human Resource Department defines each position and appropriate grade

level allowing several grade levels within the position of supervisor and manager. This
allows the organization to define various levels of responsibility associated with each
grade level and develop a path of increasing responsibility for ernployees. Supervisors at
grade levels 45 through 47 are responsible for decision making that affects the employees

they supervise directly. Managers at grade levels 48 through 50 are rssponsible for
decisions that affect the employees they manage and other employees within the office
they do not directly manage. Grade levels

5l through

54 reflect employees that manage

other managers with an increased role in decision making affecting office outcomes. The
median grade level was 47 with 44.4 percent ofthe respondents. At the grade level

of 47,

supenrisors begin to demonstrate an increased responsibility level bordering on

managffial responsibility.
Demographic details includes other factors covering age, service length and
education level. Age range includes a diverse range from under 25 through age 54. The

majority of the population was grouped within two ranges, 25 through 34 and 35 through

44. Service length or number of years employed with CIGNA HealthCare ranged from
less than 1 year

to

16 years. The average length of service was 10.3 years. The length

of

service is important in this study since it reflects employees with a significant amount

of

decision making experience. Education levels varied amongst the population.
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Respondents chose one category that best described their highest level of formal

education. Level of education ranged from some college or technical school to
completion of a graduate program. The median response indicates 22.2 percent
completed

a

junior college degree.
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DISCUSSION
This study asked questions such as, "is there a primary influence upon employee
decision making within CIGNA HealthCare?" The responses indicate organizational
decision making is affected by five influences, with no primary influence determined as a

result. Four of the five influences affect the decision making of the respondents, with
leadership values demonstrating a significant influence as part of decision making.

Overall the respondents did not rank influences that are addressed by formal controls
significantly high while two of the three influences addressed by informal controls appear
to affect decision making more.
The responses describe a workplace, CIGNA HealthCare, which offers a setting
where the code of ethics is seen as a control rather than an influence. This is evident in
the answers respondents gave to questions five, six, and eleven. Question five asks:

"Have you ever referred to CIGNA HealthCare's Business Ethics and Practices policy
when faced with a question or looking for a direction when making a decision?' Nearly
70 percent of the respondents said they have referenced the

policy. Question six asks

those who responded positively to question five if they have found the ethics policy

helpful, and nearly 70 percent said

'!es."

Question eleven asks respondents to rank the

code of ethics as an influence on their decision making process. Seventy-eight percent

of

the respondents that referenced the code and found it helpful ranked this as their fourth or

fifth influence.

These results show that this group supports the ethics policy and

understands its meaning applicable to their decision making processes. This group was

influenced more by other factors, which may be a result of their decision making strategy.
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CIGNA HealthCare has created a code of ethics that is used as intended,
influencing the employee to behave in a professional manner and acting as a formal

control. The code

lryas designed,

implemented, and used by the majority of the

respondents who understand the policy and its application to organizational decision

making. Respondents knew about and have read the code of ethics; nearly all
respondents understood the content

ofthe code of ethics, while many have referenced the

content as part oftheir decision making process.
The question in section two was designed for the respondents to evaluate their
strategic direction in relation to their decision making. Respondents were asked to
compare their decision making style to utilitarian and deontological principles through

three choices that best describes their strategic decision making direction. The choices

included focus upon both actions and outcome; outcome achieved as a result of the
decision making process or unsure due to the changing strategic direction.
When asked to access their strategic decision making direction, the majority

of

respondents indicate they attenpt to achieve the greatest balance of good for all areas

involved. Both the actions involved and the outcomes achieved by the decision making
process are weighed as equals to attain the greatest balance between the components.

Nearly half of the respondents indicate their strategic decision making is focused on the
outcome at the possible expense of another area or felt strategic direction changed too
often to determine their balance between actions and outcomes in relation to their
decision making process.
The following chart shows the breakdown ofthe responses categorized by the
strategic decision making choices of actions and outcome, outcome or unflue (Chart a).
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The chart lists the responses according to grade level or decision making responsibility

level and strategic decision nraking to see if there is a relationship between the two.
There is no clear relationship between grade level, or level of decision making

responsibility, to the strategic decision nraking direction. There is a slight indication that
employees at a higher grade level see strategic direction based upon the outcome of the
pfocess.

Chart 4 - CIGNA FlealttrGare {999 Survey
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Note: This chart displays the relationship between grade level of respondent and their
strategic decision making direction. There is a slight relationship between higher level
an outcome oriented

decision

le.

The responses to this question describe an environment where employees do not
share the same strategic direction. Efficient organizations depend upon each employee to
be responsible

for their own decisions. If one employee is balancing both actions and

outcomes of the decision making process, while another employee is focusing on the
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outcome only, the decision making process will yield different responses to the same

question. These responses indicate various strategic directions are followed as a result

of

different communications received by employees, throughout the country.
Instead of building upon the decision making of employees tluoughout CIGNA
HealthCare, the organization is working toward the same goals using different strategic
directions, which suggest issues with communication. The communication issues may be
the result of top leaders filtering different messages to different levels of employees, such
as those

with a higher job grade and responsible for a different level of decision making.

Communication issues may be a result of geographical areas since CIGNA HealthCare is
a decentralized organization with claim service centers distributed th,roughout the United

States. Communication issues may stem from the leaders within the offices. The higher
level organizational leaders may communicate the message across the network of offices,
but the office leaders may interpret the message with a focus on action and outcome) or

just the outcome ofthe decision making process.
Communication issues may also be a characteristic of the research population
since their interpretation of direction may reflect their personal value system and thought

processes. This interpretation is dependent uponthe individual's understanding of what
is being communicated and may also be a factor when looking at the responses to the
questions surrounding the discussion of ethics in connection with decision making. The

third section of the survey asked the recipients to describe the level of discussion that
takes pkce surounding ethics and decision rnaking within various levels of the

organization.
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CIGNA HealthCare does not promote an open ethical dialogue environment in
support of employee decision making. At the departmental level, ethics is discussed very

little which indicates these leaders are not generating the discussion. The surveyed
population provided identical resporses when describing their office and the overall
organizational structure. Respondents can influence the decision making within their

office, yet would not be responsible to make the final decision for an issue that affects the
office or corporate direction.
These responses suggest an atmosphere that promotes ethical decision making but
does not openly acknowledge the challenge of maintaining organizational ethics

continuously. Individuals are guided to adhere to ethical principles, general and
organizational, but the commitment to create an open atmosphere is limited. The open
atmosphere is one in which employees are encouraged to discuss ethical implications to

their actions and outcomes as part of their decision making process. Employees could be
encouraged to create and contribute to dialogue which evaluates ethics in the process.

Ethical decision making is discussed and communicated within various levels

CIGNA HealthCare's organization. Leaders encourage ethics

as part

of

ofthe decision

making process, yet discussion is limited. Only one respondent, representing 5 percent

of

those surveyed, reports that the structure reinforces ethics as part of the decision making
process all the

time. At the office and national levels (questions 9 and 10), zero percent

reported ethics discussions as part of the decision making process "all the time." In
response to question nine,

"Within your office, is ethics discussed

as part

of decision

making processes?' 47 percent report that ethics is discussed very little, Question ten
extends that question to the national level and again, 47 percent report that ethics is

44

discussed

'?ery little." This describes an environment where the leaders ask employees to

behave ethically, yet do not reinforce the message using organizational communications.

The final section of the survey asked the respondents to look at their own
organizational decision making process. The respondent was asked to analyze what
influences them during their time of decision making. When faced with a dilemma or
business issue, what is the general order of assistance or influence the individual uses to

make a decision. No conclusive primary influence was determined from the data since

individuals are influensed in a variety of ways. Responses demonstrate a mixture

of

primary influences including peer values, leadership values, corporate values, and the
code of ethics. The responses to this question

affrm the researcher's earlier statement

that organizational decision making is subject to various influences.

Within the surveyed population no one influence is primary upon the group.
Instead the population is nearly evenly distributed amongst four influences that make up

the daily organizational life ofthe population. With the exception of one respondent,
personal values was not listed as a primary influence for organizational decision making.

This indicates that the respondents are influenced to a greater extent by the factors that
exist within the organizational structure. The employee separates their values based upon

which role they are fulfilling. At work, the role is that of an employee where the
organization's structure determines their value system.
Leadership values ranked high by the respondents as a result of their significant

influence upon the employee during decision making (Chart 5). This influence reinforces
the concept that leaders act as role models to the employees of an organization. When
considering the responses to the questions about the discussion of ethics throughout the
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various organizational levels of CIGNA HealthCare, leadership influence becomes an
apparent factor. Looking at the questions from the top down, organizational level down

to department level, the responses were similar. Little discussion takes place throughout
the organization and office, while a bit more discussion was noted in the department level
demonstrating a trickle down effect as a result of leadership role modeling.
Chart 5 - ClGr.IA HealthGare 1999 Study
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Note: This chart shows the degree of importance placed upon leadership values inthe
decision making process. Leadership was ranked as one of the top th,ree influences on
decision
94.t
of the
s.

This study demonstrates that employees of CIGNA HealthCare look to their
leaders as an influence on their decision making.

It

is clear the respondents see the

organization as ethical so it can be concluded that leaders do not unethically influence the
employees in their decision making. Instead, employees see their leaders as role models
demonstrating the corporate values through their actions, interactions, and
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communications. Employees see CIGNA HealthCare's leaders acting as role models and
they attempt to copy the leader's values through their own decision making processes.
Organizational values are listed as one ofthe four primary values by the
respondents and throughout the remaining influences (Chart 6). Organizational values are
the rules created by an organization to ensure consistency of action through clear

communication. Ernployees are more comfortable following the stated rules or the
organization's values rather than the rurofficial rules demonstrated by the leadership. The
distinction between these two influences is the formality of the rules for the employee to

follow.
Chart 6 - ClGlrIA HealthGare {999 $tudy
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Note: This chart shows that organizational values influence decision making.
Organiational values are most significarrt as a fourth level influence.

Leadership values are informal characteristics which employees see as a model to

follow to either please their boss or to get alread. Following this principle, employees
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take a risk in their decision making as the informal rules of the leaders are not necessarily
the correct rules. These informal rules are also subject to interpretation by the employee,

which may result in an incorrect application of the rules to decision making. Instead

of

emulating a leader's decision making strategy, the employee may make a faulty decision

which negatively affects the efficient operations of the organization.
Organizational values are the published documents that tell the employee if you
do not violate these rules you caflnot get in trouble for your decision. There is little risk
to the employee that follows the published rules.

If

an employee makes a decision based

upon the rules and the decision is inefficient to the operation, the rules

will

be seen as

incorrect rather than the employee seen as making a poor decision. The degree of safety
provided by organizational values act as a comfort to the employee. Yet employees
realize that by not taking a risk and creating an opportunity for a better decision limits

their ability to be perceived as a valued employee. An employee's value to the
organization is not determined by which problems they do not create, but in what ways
they have further enhanced the efficiency of the organization.
The corporate code of ethics is also one ofthe primary influences, yet does not
gain a significant ranking until the fourth and fifth influential element (Chart 7), This

would describe a code of ethics that is influential, yet not a main driver of influences.
This may be the result of the generality of the code, since it is written to address all
employees within an organization. We know that responsibilities of the employees vary
by department, unit, or level within CIGNA HealthCare. In this setting, a large
decentralized organization, codes of ethics need to encompass all responsibilities in a
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general nranner. The code can only outline the general organizational ethical theories and
business objectives.

Chart 7 - CilGHA lteatthGare {ggg Strrdy
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Peer values is also listed as a significant influence upon the respondents (Chafi 8).

Employees look to other ernployees as experts in areas where they lack knowledge acting
as a support system that

will

lead them to the correct decision. Employees also

follow

the lead of their peer group reflecting the social order characterized by that group. The
social significance ofthe peer group is an important feature to the employee, or
employees within an organization. The employee is following the role model of their
peer ErouP, which acts as a leader to the employee through the accepted behavior and

nonns allowed within the group's setting.
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Chart
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Note: This chart shows peer values as a highly ranked first and second level decision
making influence for 57 .9 percent of the respondents.

When studying leadership influences upon an employee, an important insight can
be drawn by looking at leadership as more than a singular person or limited group

of

executives. An employee sees leaders as anyone that has an influence upon them through
their actions, interactions, and communications. Traditional organizational leaders
influence employees more than the organization's published values as seen by the
responses to the question of influences. Employees look at leaders as knowledgeable in

their role and demonstrating the characteristics that lead to successful promotion. The
same is true when looking at the influence that peer values have upon an employee in
respect to decision making.
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Within

a peer group setting, each group contains an

unofficial leader that directs

the peer groupto act in accordance withthe accepted behaviors ofthe group.

If

a

member ofthat peer group differs from the group's norms, that person will eventually be
removed from the group through exclusion or voluntary action. To remain in good
standing with their peer group, an employee

will follow the actions, interactions

and

communications of the group. An employee that seeks to become a member of a

different peer group, through promotion or social change will follow the role model
established by that group to become accepted within that setting. The influential effect

of

the peer group is evident through the decision making process of the employee. The

employee

will

see the

formal organizational leaders or informal peer group leader's role

modeling as the correct example to follow to gain acceptance by that role model.
Personal values have the least significant influence upon the respondents of this
research study (Chart 9). This may appear to signal problems within the organization by

indicating employees disregard their personal values and are influenced only by the
values of the organization In this setting, the lower ranking of personal values zuggests
these employees focus upon CIGNA HealthCare's objectives established as part of the

otganuational life. Ifthe organizational influences were unethical, the respondent would
turn to their personal values as a primary source for decision making and then consider
the other influences.
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In completing the survey, the respondents were asked ifthey would like to change
the ranking of influences that affect their organizational decision nraking. Nearly 69
percent ofthe respondents state they were comfortable with their ranking of influences.

This describes a setting where the employees realize they are influenced by
organizational factors yet determine which influences are most important to them.
Personal values are reserved for times when other influences act as an imbalance upon
the respondent. Within CIGNA HeahhCare, the values present in the typical workday

of

the employees act as ethical influences upon the employee.
The organizational influences, corporate vatues, leadership values, peer values,
and the code of ethics are both influences and controls. The controls balance the degree

of the influences allowing employees to determine their personal influence preference for
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decision rrnking. The employee's personal values become their personal order
preference in response to the typical influences within organizational
value the role modeling of traditional leaders, they

of

tife. If employees

will act upon the values demonstrated

by the leaders' actions, interactions, and communications. If the employee values a role

within a peer group or aspires to join another peer group, the norms and rituals of that
peer group will be emulated in the employee's decision making process. If personal

integrity is critical to the employee, the code of ethics will serve as a primary resource.

If

following rules is the most important feature for the person, organizational values will
guide the employee's decision making.
Employees of an organization prioritize decision making influences based upon

their prioritization of what each influence represents. Personal values are left outside the
workplace, replaced by the values each employee sees as important to their goals. These
goals could reflect a wide mnge of importance from personal goals to organizational
goals, which can also be described as the employee's view of themselves as team or solo
players within the organization. Decision making throughout the organization should

reinforce the concept of working together as a team to achieve greater consistency
resulting in efficient operations.
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RECOMMENI}ATIONS
The results of this study demonstrate the influence the leadership role has upon
employee decision making within organtzations. Even when organizations develop

formal and informal controls to balance the five influences upon decision making,
employees continue to depend upon role models in the form of leaders. Organizations
that strive to be efficient and ethical must understand the influence of the leaders and the
extent of leadership values. Leadership reach includes formal leaders at all levels,
directors, managers, supervisors, and team leaders as well as informal leaders within the
corporate culttrre and peer groups. Employees are influenced by others either because
they view them as knowledgeable or as an important person to reach the desired level

of

responsibility within the organization.
Organizations that are concerned with ethics in their professional behavior have a

responsibility to all employees to provide leaders that are ethical role models. These
models are aware of their ability to inlluence other employees and seek to behave

appropnately. Their actions, interactions, and corrmunications will remain consistent to
the organization's goals and demonstrate this consistency through their decision making.
Organizations that are serious about ethics will go beyond implementation of an ethics
code, they

will also see that leaders

adhere to the code and provide positive role models

to other employees.

A decision making model should be considered by organizations as a tool that
benefits employees through zupportive framework and the organization through increased

efficiency as a result of multiple daily decisions. A decision making model begins with
the organization's commitment to ethical leadership. This leadership will create and
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implement controls that balance the importance of the actions and outcome ofthe
decision making process. These controls serve as a framework for the employees with
clear communications that emphasize the goals and objectives of the organiation.

Ethical leaders will model the shared goals and objectives demonstrating the type

of

professional behavior and sound decision making for others to follow. Employees

will

work together with leaders to generate efficiency through shared direction.
Organizations can provide training for their leaders that reinforces deontological
and utilitarian principles. Leaders must be aware of the impact

oftheir decision, not only

for the efficiency of the organizatioq but also for the implications to the employee

population. Efficiency within the organization means more than how many products or
services can be delivered within a timefrarne. Effrciency includes working together for a

conlmon cause and building upon the decision making of all employees. Efficiency is
also gained through the building of knowledge within the employees, giving them the
expert knowledge for their own decision making processes without being dependent on

others. By building the confidence and knowledge of employees, the organization gains
efficiency through less intervention by others. Controls can be built into the process so
decision making remains consistent to the overall goals and objectives yet requires less

of

the top level leaders to he involved in decision making responsibilities that can be

handled by other leaders.
Since employees create the cultrues within their work place, the organization must
be aware of the climate within these group settings. The corporate culture is the cultgre
created and approved by the directors, but this culture may not be an accurate reflection

of current employee sentiment. The spin-offcultures or peer groups are the groups
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created at the employee

levef which are made up of employees based upon their

positions or coiltmon interests. Common interests may include many things such as:
hobbies, political interests, or work issues. Most of the cornmon interests would not have
an impact upon the organization, except in the case where employees are dissatisfied

with

their leaders or organizational direction. In these cases the peer groups wiltr influence
associates decision making to champion the cause of their group.

Different peer groups rnay include different levels of employees; the lunchtime
peer group which may include managers, supervisors, and other employees that are
dissatisfied with the organization's position on compensation. Whenever they eat lunch
together they share their experiences and perceptions of inequitable compensation

decisions. They may feel victimized by other employees or leaders and will influence
each others decision making to compensate themselves, such as helping themselves to

supplies for personal use, using the internal phone system for long distance personal calls

or even incorrectly reporting results to appear successful. Instead of striving for
consistent goals for the organtzation's benefit, these peer groups will strive for personal
goals to improve their feelings and their value to the organization. Organizations must

remain aware ofthe current topics, which can negatively affest decision making within
the organization.
Organizations can determine their future by realizing the value of the decision

making process and its impact upon efiiciency. All employees have decision making
responsibilities; some more than others. Degree of difficulty is carefully assigned to
employees based upon their ability and experience. Leaders act as role models to
employees within the organization. Their actions, interactions, and cofilmunications may
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be carefully studied by others and repeated in a symbolic gesture as a sign ofrespect.

Other informal leaders through peer groups and cultures can have the same role model

effect upon employees. The significance of these influences is important and must be
acknowledged by the organization. Organizational decision making is affected hy the
influences upon the employee. Providing a stable environment through consistent
communications, goals, and objectives will enhance the efficiency of the organization.
Leaders that behave in an ethical manner through a consistent demonstration

of

their decision making processes become a positive role model. If executive level leaders
determine the organization must behave in an ethical rlanner, they must demonstrate
ethical decision making consistently. If they fail to do this, the effect will carry on
throughout the organization with those employees that are greatly influenced by
leadership values demonstrating the same unethical values. Other employees that are
influenced by other factors, such as organizational values, ethics codes, and personal
values

will struggle with their decision making since it is not consistent with the actions

of their leaders. The end result is that employees decision making will be inconsistent

with each other as some are considering ethical actions and outcomes whiles others are
considering unethical actions and outcomes. This same argument can be applied to peer
values as an influence.
Peer groups

ire

a

reflection of the organization's corporate culture. If the

organization's culture states one concept, but acts upon a different concept, the
inconsistency of this message will be reflected in some of the peer groups that exist

within the organization. The peer groups will

see through the

incorsistency and

challenge the message either directly through decision making or indirectly by
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influencing others to follow the group's norms and rituals. Each peer group has one
person that acts as an informal leader to the group. The existence of the peer group

within the organization's culture should not be considered a negative situation. trnstead,
the organization must begin with reviewing the corporate culture to see that it is
consistent with the goals and objectives of the organtzation; once done, the influence

of

the corporate culture upon the peer group must be understood. Inconsistency begins at
the top.

This study found that leaders significantly influence the decision making process
of employees within organizations. Further research could focus upon a deeper analysis

of leadership influence upon employees by studying leaders and their relationship to their
codes of ethics to find out more about the leader's assessment and usage of an

organization's code of ethics. Future researchers may also want to focus on leaders'
determinations of what influences them in their decision making process. Finally
influences upon organizational decision making could be further studied by cornparing

different organizations decisions which led to similar outcomes. This study could look at
whether similar or different influences led to these decisions.
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Appendix A

ORGANIZATIONAL DECISION MAKING
SURVBY
I

) Are you farniliar with CIGNA HealthCare's

Yes

a)

Response:
n) Yes :19.

2)

Business Ethics and Practices policy?

b) No

I00%

b)

No =

0.

09/o

Have you read CIGNA HealthCare's Business Ethics and Practices policy?

Yes

a)

b) No

Response:

a) Yes: 19.

3)

100% h) No:0. 07o

If you answered yes to question number 2:
To what extent have you read the policy?
a) Very detailed review, read the entire policy from beginning to end.

b)
c)

Response

: l.

5.3o/o

Read portions of the policy, picked out some interesting sections for review.

Response : 11. 57.9Yo
Skimmed the policy just to get an idea of what topics were covered?

Response:1.

36.89/0

4)

How would you rate your understanding of CIGNA HealthCare's Business Ethics and
Practices policy?
a) Understand completely, could discuss it with new employees.

b)

c)
d)

Rsponse =

3.

15.8%

Understand some of the policy, could use it in a discussion as a referense.
Response: 15. 78.9ol"
Do not understand the policy, I know it asks that we behave ethically, but find it is
too vague.

Response: 1. 5.3%
Do not understand the policy at all.
Response: 0. 0o/o

5)

Have you ever referred to CIGNA HealthCare's Business Ethics and Practices policy when
faced with a question or looking for a direction when making a decision?

a)

Yes

b) No

Response

a) Yes: 13. 68.4% b) No = 6. 3l.6Yo
6) If you answered

yes to the question number 5:
you
Did
find it helped you with making the decision or finding a clear direction?

a)

Yes
Response

:9.

b)

No-not really

c)

Maybe,

Rsponse:2.

69.20/o

15.4"/"

I am not really sure.
Response:2. 15.4n/o
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1) Within your area of decision

a)

b)
c)

making and responsibility, do you find that:
Strategic direction of decision making is focused on finding the greatest balance of a
good outcome for all areas involved?

Response: 10.

52.60/0

Strategic direction of decision making is focused on the best balance of a good
outcome, sometimes at the expense of other areas and departments.

Response:S. 26,30/o
I can't answer this question. The focus of the operation shifts depending on the
current objectives in place.
Response :4. ?l,.lY"

8) To what extent

a)

b)

does your department discuss ethics as part of the decision making process?
Very little, ethical outcome is implied within the work area.
Rmponse :12, 63.2Vo
Often. We discuss making ethical decisions, but not regarding any specific

questions.
Response

:6.

31.6o/o

c) Atl the tirne. Discussions take place regarding

specific questions and how ethics is

part should be incorporated into the process.

Response: 1. 5.60/"

9) Within your office, is ethics discussed

a)
b)

c)

as part of decision making processes?

Very little. Ethical outcome is implied within the office.
Response = 9. 47.4o/o
Often. During meetings or conversations with the director, we discuss specific
situations and how ethical decision making is part of the process.
Response = 10. 52.60/"
Atl the time. Various communications within the office will mention ethics within
our area of business. Specific situations may be used as an example of ethical
decision making.

Response:

l0)

0.

AYo

Within the National Service Organizatioru is ethics discussed as part of the decision making

process?

a)
b)

c)

Very little. Ethical outcome is implied within NSO.
Response

: 9. 47.4"/0

Often. National communications discuss the importance of ethical decision making
and its outcome for the organization.
Rmponse: 10. 52.60
All the time. Ethical decisions are shared and/or the corporate ethics policy is used
as a reference.
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1I

) In resolving a business dilemma or making a decision, do you most often:
(Rank in the order of importance.)
a) Depend upon my own frame of reference. Peruonal Yalues
b) Consult a group of'peers. Peer Values
c) Discuss with your Human Rmources contact, Organizrtional Values
d) Discuss with your manager. Lsdership Values
d) Reference written documentation, CIGNA HealthCare's Business Ethics and
Practices policy. Code of Ethics

Influence

I

lnfluence 2
Influence

3

Influence 4
Influence

5

Responses:

InfluenceI-MostCommon

:

Leadership Values. Responses 5. 26.3%
Code of Ethics. Responses 5. 26.3%
Peer Values. Responses
2l.l%
Organizational Values. Responses 4. ?.1.1%
Personal Values. Responses: I . 5.6%

:
:4.

:

Influence 2
Peer Values. Responses: 7. 36.8%
Leadership Values. Responses 7. 36.8%

:

Organirational Values. Responses:
Personal Values. Rmponses
Code of Ethics. Responses

3. l5-8%

: 2. 10.5%

: 0. 0%

Influence 3
Personal Values. Responses : 6. 31.6%
Leadership Values. Responses : 6. 31.6%
Organizational Values. Responses : 4. 21.1%
Peer Values. Responses:2. 10.5%
Code of Ethics. Responses: 1. 5.6%
Influence 4
Organizational Values. Responses : 7. 36.8%
Code of Ethics. Responses:6. 31.6%
Personal Values. Responses: 3. 15.8%
Peer Values. Responses:2. 10.5%
Leadership Values. Responses: l. 5.6%
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Influence 5 - l,east Common
Personal Values. Responses : 7. 36.8%
Code of Ethics. Responses : 7. 36.8%
Peer Values. Responses = 3. 15.8%
Organizational Values. Responses : 2. 10.5%
Leadership Values. Responses : 0. 0%
12) lf you are not comfortable with the process you described in Question 11, would you like the
opportunity to change this order?

Yes
a) Ym :5. 31.2o/o
a)

b) No

Response:

b)

No

:

11. 68.8%

Demograph ic Information

A)

Gender of respondent

a) Male

b)
Table

Female

I

- Gender
Female
Male

Gender
Responses
Percentage

B) CIGNA HealthCare

l4

4

77.$Vo

22.2o/o

Grade Level of respondent

Grade

Table2-GradeLevel
Grade
Level

45

46

47

48

49

50

51

52

s3

54

Responses

1

1

I

J

I

I

I

I

0

I

Percent

s.6%

5.6 %

44.4%

16.7o/o

5.6

s.6%

5.6 %

0.0%

5.6 %

$rt

5.6

v,

C) Age of respondent
a) Under

25

d) 4s-s4
Age Range

<25

Responses
Percentage

I
5.6%

b) 2s-34
e) 55+
Table 3 -

c)

35-44

25-34

3s-44

45-54

3]+

7

I

2

0

38.9a/o

44.4%

rt.t%

0.0%
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D)

Years of experience with CIGNA HealthCare

Table 4 - Semice
Service

0-1

2-3

4-5

0
0.0%

1

5.60/0

8-9

10-11

r2-13

14-15

l6+

1

I
5.6%

4
22.2%

3

5.6%

16.7%

4
22.2%

s.6%

6-7

Length
.l

Resnanses

J

Percentage

16.7%

t

E) Level of education completed
a) High School

b) Some College or Technical School
c) Junior College or Technical Degree
d) Undergraduate degree
e) Graduate degree
Table 5 - Education Level
Some
Junior College Undergradua
College
Degree
te Degree

Level of
Education

School

Responses

0

7

4

4

J

Percentage

0.0%

38.9%

22.2%

22.2%

t6.t%

High

Graduate
Degree
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Relationship Betreen a Cozlrorate Code of Ethice and
Deeieion Making rithin an Organization
Coneent Letter
You are invited

to participate 1n a research study focusing on the
relationshj-p between CIGNA HealthCare I s Business Ethics and
Practices policy and decis j-on makingr. You were selected as a
possible participant because of your level- of decision making
within
CIGNA HealthCare's
National
Servlce Organizatlon.
Participants were identified through threir current positions; they
are members of management and supervisory level decisj-on makers.
You are being asked to read the entire form and ask any guestions
you may have hefore agreeing to be in this study.
My name is Carol- ine Woitas and I am a member o f CI GNA
Heal-thCare' s North Region.
I am a Service and Process
Improvement Manager (S&PI) in the St. PauI Customer Service C1aim
Center.
I am currently enrolled in the Master of Arts in
Leadership program at Augsburg Co11ege. I am also identifj-ed as
*' researchet''
throughout this form.
Background Information

:

The purpose of this study is to understand if there is a
relationshi-p between an orgranlzationrs code of ethics and decision
making. Another intended outcome is to understand what factors
inf l-uence a leader's decision maklng within an organization
"

Procedurels:

If you aqree to be in this study, you will read and complete the
survey that i-s enclosed in this packet. Completj-on of the survey
should take no more than thirty minutes.
Please complete and
return the survey within f ive ( 5 ) days of receipt . The complete,C
survey and consent form should be returned using the postage
prepaid, addressed envelope provided in this packet. Once the
completed consent forms and surveys are returned, f will begin
reviewing the data.
Riske and Benefits of Being in ttre Studyr
Questions will be asked about your knowledge an,C use of CIGNA
HealthCare I s Business Ethics and Practices policy.
These
questions may result in your concern that your orgranizatj-ona1
privacy has been invaded. The questions contained in the survey
may resul-t in some stress as the topic of ethj-cs is combined with
your decj-sj-on making process. The information provided will not
af fect your standing wj-thin CIGNA HealthCare.
The completed
surveys will not contain any information that could identify the
participant by name or of f ice location.
There is no direct benefit (e. g. money, credit, etc. )
participation.
Your involvemenL is complet.ely voluntary,
choose to not participate at any time.

for your
You

may
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The i-ndirect benefits gained are the contribution you wirr be
making to the knowledge of l-eadership and infl-uences upon decision
making,

Confiderrtia1ityr
The records of this study wj-ll be kept private.
Any information
that has the potential to identify you will not be included in any
sort of report that mi-ght be published. Research records will be
kept in a locked file at the home of the researcher.
Only the
researcher and external academic advisor witl have access to the
records.
Raw

data

wj-11-

be destroyed by September 30,

19 g g .

Voluntary Nature of ttre Studg'
Your decision whether or not to participate will not affect your

current or future relations with the researcher's academic
inst j-tution.
Your voluntary partici-pati-on or refusal not to
participate will not affect your standing in CIGNA HealthCare,
Contaets and Qr.restions:
The researcher conducting this study is Carol-ine Woitas.
advisor is Cass Datglish, Ph,D. If you have any questions you
call either of them by phone at
( 651) 355
"8723 Caroli-ne Woi_tas CIGNA network
( 651 ) 4 0 6 .8'7 23
Caroline Woitas CIGNA phone
(612) 330. 1009 Cass Dalglish ph. D.

My

may

This form j-s provided for you to keep as a record.
Do you have any questions about the research process?
Do you understand the consent process?

Consent to Partieipate in t}re Research projeet
I have read the above information. f have had the opportunity to
ask questions and receive answers.

Your completlon and return of the survey j-s an acknowledgrement of
your consent to parti-cipate in this research project,

Signature of Investigator

rRB #99-29-3

Date
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